
f-Ai39 616 SOCIALIZATION PRACTICES JOB SATISFACTION AND COMMIITMENT i/i
(U) ALFRED P SLOAN SCHOOL OF MANAGEMENT CAMBRIDGE MR
M R LOUIS ET AL. L983 TR-ONR-i6 N888i4-8B-C-95

UNCLASSIFIED F/G 5/9 N

mmhoEEEmhomiImEEEhhhDh



V-

102.E2

ka Q6 1

.46

11I"1 Igo

1111LA

MICROCOPY REOUIOmET HR

NATIONA BUEU1.1A~AD-16



".- <

SECURITY CLASSIFICATION OF THIS PAGE (1hi. Do* neeuedj

PAGEREAD DISTRUCTIONREPORT DOCUMENTATION PAGE COPL'r ino FMBEFORE COMPLZTDIG FORM

I. REPORT NUMBER 6i. GOVT ACCESSION NO. I RECIPIENT'S CATALOG NUMBER

TR ONR 16 T4,D-1-/Jd7 /4,
4. TITLE (and Subtitle) S. TYPE or REPORT a PERIOD COVERED

Socialization Practices,
Job Satisfaction and Commitment 6. PERFORMING ORG. REPORT NUMBER

7. AUTMOR(Q 1 1. CONTRACT OR GRANT NUMBIR(a)

Meryl R. Louis & Barry Z. Posner

'ERFORMING ORGANIZATION NAME AND ADDRESS 10. PROGRAM ELEMENT. PROJECT. TASK

AREA & WORK UNIT NUMBERS
Sloan School of Management

i-t MIT
SO Memorial Drive Cambridge, MA 02139

CONTROLLING OFFICE NAME AND ADDRESS 12. REPORT DATE

Office of' Naval Research
" Organizational Effectiveness Group Code 442 1S. NUMBER OF PAGES

• .b. Arlington, VA 22217
.. '" MONITORING AGENCY NAME & ADDRESS(i different bow Contmlhla Office) IS. SECURITY CLASS. (Of ttis reor0)

Office of Naval Research
Resident Representative
".T 1 S.DECLASSIFICATION/ DOWNGRADING
MIT E1-2 SCHEDULE
Cambridee, MA 02139

DISTRIBUTION STATEMENT (of this Reporl)

Approved for public release: distribution unlimited.

17. DISTRIBUTION STATEMENT (of the abstract antered In Stock :0. it dlfferent *am Report)

Is. SUPPLEMENTARY NOTES

Is. KEY WORDS (Continue on, reverse aid* it neceeemvy end identt by block nuber)Ju

Socialization aids -83

Job satisfaction
S Job commitment v / A

SO., ABSTRACT (Continue en reversoe &#do ff necessar end tifdb?* a& slekr)
-hs study compares the contribution of several socialization practices

*** LL and activities typically available-to-help new employees become satisfied. L __J and comitted organizational ambers. Results shoved that socialization
aids are not only differentially available and/or helpful but that their
impact on subsequent job satisfaction, comhitment and tenure intention
varies.

DD , Fo.. 1473 EoITON OF pOV ,I ISvOSisoE. TE
11/111 0102-014oll6O1 1I13UIY4 FC" rT

SECURIY MOS* 1
we



ONR

N00014-80-C-0905

NR 17D-911

Massachusetts Institute of Technology
Sloan School of Management

Cambridge, MA 02139

TECHNICAL REPORTS IN THIS SEFLIES

TR-1 Edgar H. Schein* " Does Japanese Management Style have a
Message for American Managers?"
January, 1982, Sloan Management Review; Fall, 1981.

TR-2 John Van Maanen, "Some Thoughts (and Afterthoughts) on
Context, Interpretation, and Organization Theory"
February, 1982.

TR1-3 John Van Maanen. "The Mobilization of Effort: Sergeants,

Patrol Officers, and Productivity in an American Agency"
February, 1982.

-R-4 Lotte Bailyn. "Inner Contradictions in Technical Careers"
March, 1982; Working Paper 1281-82.

TR-5 John Van Maanen & Deborah Kolb. "The Professional Apprentice:
Observations on Fie1 work Roles in Two Organizational
Settings" (in S.B. Bacharach, edo) Research in
Organizational Sociology, Vol. 3., Greenwich. CT.: JAI
Press, forthcoming (1983).
June, 1982; Working Paper 1323-82.

TK-6 Lotte Bailyn. "Problems and Opportunities for the Maturing
Engineer"
June 1982.

TR-7 W. Gibb Dyer, Jr. "Patterns and Assumptions: The Keys to
Understanding Organizational Cultures"
June, 1982.

TR-8 Lotte Bailyn. "Work and Family: Testing the Assumptions"
August, 1982.

TR-9 Jeanne Lindholm. "Mentoring: The Mentor's Perspective"
September, 1982.

TR-10 John Van Maanen & Stephen R. Barley. "Occupational
Communities: Culture and Control In Organizations"
November, 1982.

TR-11 Lotte Bailyn and John T. Lynch. "Engineering as a Life-Long
Career: Its Meaning,Its Satisfactions, Its Difficulties"
November, 1982.



1-12 Eda .Shi."The Role of the Founder in the Creation of

Organizational Culture."'
March, 1983

TP-13 Edgar H. Schein. "Organizational Culture: A Dynamic Model
march, 1983

TEL-14 Barbara So Lawrence. "Age Grading: The Implicit Organizational
Timetable*"
April, 1983

7EL-15 John Van Maaneno "The Boss: First-Line Supervision in an
American Police Agency" reprinted from Maurice Punch Ced.)
Control in the Police Organization, HIT Press, 1983.
April, 1983

11-16 Meryl Re Louis and Barry Z. Posner. "Socialization Practices,
Job Satisfaction and Commitment*" Presentation, Western
Division, Academy of Management, March, 1983.
April, 1983.

-- on, y,-"---or

S -
.



h-.

SOCIALIZATION PRACTICES,
JOB SATISFACTION AND COMITMENT

Meryl R. Louis
Naval Postgraduate School

Monterey, California

Barry Z. Posner
Management Department

University of Santa Clara
Santa Clara, California 95053

Presentation

Western Division

Academy of Management
March, 1983

Approved for public release: Distribution unlimited.

Prepared with the support of:
Chief of Naval Research, Psychological Sciences Division (Code 452),
Organizational Effectiveness Research,
Office of Naval Research, Arlington, VA 22217,
under Contract tN0014-80-C-0905: NR 170-9i.*

......................... ..



7 7. -'7

r%.

SOCIALIZATION PRACTICES,

JOB SATISFACTION AND CONIIrEINTH

Abstract

This study compares the contribution of several socialization practices

and activities typically available to help now employees become satisfied and

comitted organizational members. Results shoved that socialization aids are

not only differentially available and/or helpful but that their impact on

subsequent job satisfaction, commitment and tenure intention varies.
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SOCIALIZATION PRACTICESo

JOB SATISFACTION AND COMMITNENT

The socialization process in an organization has a major influence on

individual, and consequently group and organizational, performance. Regardless

of whether it is consciously or unconsciously planned and managed,

socialization provides newcomers with considerable role-related and

job-relevant learninge. It is the process of what Schein (1968) referred to a

"learning the ropes". While few would deny these suppositions, controversy

remains about the specific relationship between socialization activities and

performance criteria. The more basic question is: "What sakes for an

effective organizational entry practice? Neither researchers nor practitioners

have directly addressed this issue.

Van Manen (Van Hasnen, 1978) identified seven dimensions with which to

characterizs socialization or entry practices. From those dimensions and

earlier work by Schein (1971) on types of newcomers' role responses (e.g.

-custodianship, role innovation), be developed a set of propositions linking

charactreristics of socialization practices to newcomers' responses in their

jobs. These propositions were derived from examining the research literature

and from examples of entry practices as they are manifested in organizations

today. Little empirical verifications of these relationships has followed.

Louis (1980a) has argued that why and how some entry practices work, if in

fact they do, can only be understood in light of the contest of the newcomer's

entry experience. her model described typical features of an entry experience

sad the sense-sking processes by thich newcomers cope with their early job

exporiences. Te model proposed that the entry experience is one in which

ma oers are learning a culture. Newcomers iust assimilate the unofficial
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rules for sorting# labeling and interpreting experience by which the regular

embers of the setting know such things as who and what matters, which official

rules are enforced, and relevant day to day priorities.

Sa the practitioner side, organizations spend a great deal of time and

money to orient rewly hired employees. There are substantial direct wests of

lzvdoctrination programs and indirect costs of having emrployees working below

ceaity while they learn the job and adjust to new surroundings. For example,

it has been estimated that the payback period for professional staff memb~ers

averages about 18 mnths. 7Me payback period can be defined as the time at

which the aggregate financial and other costs attendant to the hiring,

orientation anid adaptation of new employne have been reccupe through the

aqgayee-s contribution to organizational productivity. By definition, then,

reduction of the payback period can be achieved by facilitating the adjustment

of the new emplalee in the organization.

fte study reported bure represents an effort to ompare alternative

scialization (entry) practices and to determine their impact on subseqwent

emplayee per form=ic attitudes. The first issue is largely descriptive and is -

an attempt to know more about which socialization practices are most readily

available (or offered) to newcoers and, of these, which are perceived as being

most helpful to gleamning the ropes. The lack of such information does makes

the devlowmnt of specific hypotheses sosmhat tentative. Nonetheles,

4 follwing the early work of Van Hnan (19791 Van Nanmn & Schein, 1979) and

lITIs (1960a, M9b) it seea reasonable to test the hypothesis that

eccialization practices will affect subseumnt, wzlo~ job satisfaction,

inmitamnt, ad tenure intention.
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Me ample consisted of 148 cllege graduates (business majors) from a

ptivata West Coast university. They wee surveyed by mail. and reported an

thi o~ree in entrin full-tim caerreae jobs asipecijately 8-10

months into their positions. All responses were voluntary and confidential.

Qustionnaires were returned by 103 respondents (along with 15 undeliverable

surveys). Cooplete and usable questionnaires (that is, people workcing by their

own admission, in "full-timue cireer-relate positions") were available from 91

respndetsforan effective response rate of 69 percent.Tetyil

respondSent was 23-25 years old and this was their first full-tim (uxi-SUMMer

mployment, experience. There were 61 men and 30 women in the ample.

Measures

A list of potential socialization aids was developed that would enooams

a wide range of activities in whicha a newcmer might engage and which couild

potentially contribute to their acculturation. The list was intended to

* provide a practical wAlication of Van fanen's (1978) earlier conceptual

fraMewrk, and was also used by Louis (1980b). A panel of personnel mmgerst

colegePlacment officials# and recent, hires reviewed the list for

~ipeteessand representativenss. The item presented were: Plormal. onsite

or ientation sessions, offeite residential training ssinother new recruits

(pqjesa buddy relationship with a more senior coworker, mtr andtfor

~~rrelationship., your first m~ervisor, secretary or other uaot staff,

&Uiy interactions with peers while vorking, social/recreatlial activities

with people from work, committees, at work, business trips with others from

* work, cpmiy newsletter, and COuuzting (e.g.# carpoole train, etc.).
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Individuals were asked to indicate for each item whether it had been

available to them in making the transition into the organization that they had

entered after graduation. They were then asked to indicate, on a five-point

scal (ranging from nt at al to "a great deal') # the extent to which each

of the items available to them helped them and contributed to their "learning

the ropes* in their organization. Responses were used to indicate the

perceived contribution of each socialization aid.

Three dependent variables were assessed: job satisfaction, ocomnitment,

and tenure intention. Two measures of job satisfaction were obtained following

O"ielly and Caldwell (1980). Respondents indicated how satisfied they were

overall with their job and the extent to which they would prefer another, more

ideal job. These two item were combined to farm a job satisfaction index

(coefficient aha - .88). Cunmitment was measured using six questions from

the Porter, Steers* Mowday, and Boulian (1974) index. Resodents indicated,

ming 7-point Likert scales, whether they agreed or disagreed with statements

assessing perceptions of loyalty to the coqpany, willingness to work hard to

achieve organizational goals, and acceptance of organizational values

(coefficient aia - .84). Tenure intention was assessed using the two-item

measure provided by Ofimlly and Caldwell (1980). RespMdent indicated, on a

5-point scale, the liklihood of working for the organization in 3 years (Kraut,

1975), and estimated, on a 7-point wale ranging from less than 1 year to more

than 10 years, how long they plarmd to remain with the organization. These

two Item ware combined to form an Index of tenure intention (coefficient alPha

- .91). O'Rqi ly nd C ll also referred to this as a ms ure of behav l
0tmaent.

I '. " a " . . ..
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Means and standard deviations for the helpfulness of each socialization

aid are Presente.d in Table 1. Also dw~n are the Percentage of respondents

* reporting that the particular socialization aid was available

Insert Table I About Here

As Table 1 docwnets the three Most IMPOrtant soc-ialization aids were

* interaction with peers, senior coworkers, and cre-s supervisor. peers and

- siper-vieors were the twO most available aids for organizational ne'wMes.

"Buddy relationships with senior cmrkers were available to slightly more

than half of the repndents. other new recruits also ineNmd to play an

hqportant, role in helping newocaers I caollznated.

Onsite orientation sesin Mwr reported by about one in every fou as

being aalable, and were viewed as aderately helpful in learning terops

Ofsbite residential sessions were available to just abouzt half Of the ns~comrs

bit were reported to contribute relatively little assistanc, In learning the

ropes. Secretary Or Clerical stWPOrt staff Personnel appeared to make a

si~tania1contribution# although thiu surcve of assistanae Ins mentioned by

enly 2 of every 5 neicwners. Mentors were also not readily mvailable, but fAMe

theyr were mentioned nwcomers felt they provided Important socialization

mistance. Social and recreational ectivities with People from work ws

mtioned by a maji& Ltv of ADROs as WMAale and Of moderate assistance.

09n remaining Pot.-alI aidesu ash business trips, C~ittes at worke

inzwtinge and a =qwW mavletter imre reportd to have beun infrequently

available to necow*, ad of negligible alturation agienoW.
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Table 1 8

Contribution of Socialization Aids to Acculturation

S.D. a

Peers 4.38 .68 84

Senior Coworkers 3.77 1.25 54

Superiors 3.69 1.34 78

Secretary 3.63 1.26 40

New Recruits 3.35 1.38 58

Onsite Sessions 3.26 1.42 26

Mentor 3.23 1.39 32

Social Activities 3.04 1.28 53

Business Trips 2.91 1.42 26

Offsite Sessions 2.69 1.55 48

Company Newsletter 2.35 1.35 36

Covmittees 2.08 1.12 12

Coumiting 1.87 1.25 16

aPercentage of respondents indicating socialization aid was available.
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Cbrrelations were coquted between each socialization aid and job

satisfaction, onmitment, and tenure intention. This analysis, reported in

Table 2, identifies significant relationships between the contribution to

acculturation of each aid and newcomerse responses to the job. It should be

remembered that these outcome measures were obtained after 8-10 months

on-the-job and in most cases were probably independent of the respondent's

affective feelings about each socialization aid.

Insert Table 2 About Here

t
Job satisfaction was significantly correlated with senior coorkers,

supervisor, offsite sessions, and business trips. Ccmibti was significantly

correlated with six socialization aids: peers, senior oorkers, supervisor,

onsite sessions, offsite sessions, and business trips. Tenure intention was

correlated with peers, supervisor, offsite oreientation sessions, and business

trips.
Mientors were not significantly correlated with job satisfaction,

ccwmitmnt, or tenure intention. In addition, secretary, other new recruits,

social activities, comumicating, committees, and the otqpany newsletter were

wt significantly correlated with any of the three measures of newomuers"

reactions to the Job. Interestingly, often negative correlations (altough not

statistically significant) were found when newcmers reported these particular

so-Lalizaticn aids helpful in learning the ropes.

DISOt IM

2e study sought to determine: (1) what kinds of socialization aids

(practicese, xpeifnoss, people) were available to organizational newoimers,
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Table 2

Correlations Between Socialization Aids, Job Satisfaction,
Comitment, and Tenure Intention

Job Tenure
Satisfaction Comitment Intention

X= 3.11 X=4.93 X-2.50
S.D. a 1.13 S.D. - 1.11 S.D. - 1.35

.88 .84 .91

Peers .10 .23* .22*

Senior Coworkers .37** • 48*** .19

Supervisor .28** .38*** 29**

Secretary -. 25 -. 02 -. 07

New Recruits .07 .08 .01

Onsite Sessions .05 .42*** .15

Mentor .24 .11 .04

Social Activities .22 .22 .22

Offsite Sessions *54*** .42*** .40**

Business Trips •51"** .44"* .48***

Comuting .08 -. 03 -. 17

Comittees .02 -. 23 -. 15

Company Newsletter -.10 .19 -.07

Note: N's vary for each socialization category.

***p< .el

4

...................... - --- --- .
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(2) to what extent these various aids contributed in helping the newrom

become acculturated, and (3) how certain socialization aids were associated

with subsequent newomer work attitudes (i.e., job satisfaction, oomitment and

tenure intention). A nmrier of interesting conceptual and pragmatic

uggestions energe from the findings of this study.

2*Te level of contribution to acculturation of Odaily interactions with

peers while working (Peers) was highest of all aids, the variance was lowest

(indicating respondent consensus), it was available to more respondents than

any other aid, and was significantly correlated with ocmaituent and tenure

intention. Such interactions contribute towards people staying even if their

job may not be particularly satisfying.

7his finding seenin consistent with conceptual models of socialization

which postulate the invqotanoe of Pacom ioatioe and snse-making' in which

the newomer learns what the organization is truly like (Louis, 1980a; Feldman,

1976). That this socialization aid should play so prominent a role is

testimony to the Inpact of day-to-day events and interactions which affect

individuals' feeling of omd rt and ocpetency. This aid my also tap

new.oner's feelings of being accepted by their relevant reference group. This

occurs, of course, as the newcomer learns and adopts the groups nrm (cmuns,

1960). Ufortunately, despite its lportane, it is unclear to what extent

organizations are consciously involving the "peers' of nmwcomrs in their

socialization efforts. Similar argmnts might also be made in regards to "a

bddy relationship with a ore senior oorker* as an aid to effective

socialization and positive nwm~er attachments to the job and organization.

There has been considerable ephasis on the Impact of the first suprvisor

on the nw suplo e'm job performmoe and overall adaptation to the

organization (Dewb & ]al., 1966; Xotter, 1973). €onsequently it is not too'

-- - - --'-ea a~. . ra - -.. t. ~ ~ -
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surprislng to find the supervisor to be a major contributor to aoculturation.

He/she is generally quite available and helpful. These factors contribute in

turn to significant correlations between the supervisor's contribution and

subsequent job satisfaction, ocatitment and tenure intention.

The inortanoe of mentors or sponsors in an individual's career has also

eceived considerable attention (Clawson, 1980)1 although the data provide

minr or mixed support for such an assertion. Pr exanple, the availability of

mntors was not particularly great, although when available their contribution

s highly valued. The role played by the mntor in subsequent newoer

reactions to the job/organization us negligible. It is possible that the

Inpact of having a mentor takes more time to show either attitudinal or

behavioral (e.g., promotion) cnsequrMs. It is more likely that mentors ma

wait until the newomer has had sufficient time to demonstrate his or her savvy

(for instanoe, by learning the ropes on their am) before initiating or

responding to sponsorship or protege relationship interactions.

geeally the most formal a planed socialization aids uoed by

* * organizations are the various onsite orientation sessions and offaite

residential training sessions. 2h. Impct of these efforts are sonewhat

nbiguon. Relatively fet (260) participated in formal onsite sessions,

althoxujp this is probably due to the white-col1ar or professional nature of

their positions. Consider the fact that almost 50 percent participated in

residential offsite orlintation sessions. Participatio In offaite sessions

us clear ly associated with positive newcmer reactions even if they also felt

these sessio to contribt little to soializaticnpr ae. Possibly#

lever, this effect on attitudes is &a to the synolic and aremnial nature

* these events. Selection s signal that this prticipnt has been notioed,

Ot the mistar', "psaid his (her) aoms', and is 'on the ter" (F4Qanthal &
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Nboff, 1980). Man of these same messages may be tranumitted in osite

sessmns (GomrulaU a Ijers, 1966) as it seem that for ee newuors

ommlitment was a clated with this socialization aid. It should be noted that

there is considerable variance a ng respondenta, however, in regards to the

helfulness of offsite and mite sessions. It is n doubt qportant to kno

nore about the content and process of these aids before making mcre specific

organizational reicmndtio .

Overal, the findings underscore the critical importance of people (versus

activities) in helping ncmmers acculturated. Having other people to

mtch, listen to and talk with on the job apears to be most helpful in aiding

new enployees as they learn the rops. In particular it seem that insiders

are ore helpful than outsiders in this praws. It als seem that

socialization aids which are wee informal and arise in response to newomers

ncerns may be mre usetul than those which occur in advance or in

anticipation of nemimers concerns. These findings lnd tentative siqort to

hypothesis proposed by Louis (1980a) that effective socialization

K.. (sense-making) practices involve primarily Insiders and in-respn

s-uperienoes. Accordingly how organizations and irdivi&dals can enourape and

m1 t functional i -teraIo betwe n ns and significant Insiders

(e.g., peers, senior coworkers) and facilitate less formal and stardardied

-pe r nomsn is a key area for future study.

.° ,
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